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Enterprise knowledge resides in people, in documents, and in the way that both the 
people and the documents are organised. Use of this knowledge can be enhanced by 
reflecting the enterprise in its document, records and information management. 
Consideration is given to factors that influence effective information management and 





Much has been written about effective implementation of information systems. Often, 
this turns out to be about ineffective implementation of a system. Less often, the 
information in the system is called into question. Some time ago, Horton and Lewis 
(1991) redressed this balance to some extent by bringing together examples of ‘how 
information mismanagement led to human misery, political misfortune and business 
failure’. 
 
The contributions they bring together include information systems failures such as 
those contributing to obstruction of information flow during the 1987 US stock market 
crash. They also include examples of futile warfare perpetrated using incorrect 
intelligence, and the cultural disintegration of an indigenous Australian tribe through 
insensitivity to the information fabric embodied in use of particular implements 
(Diener, 1991). There are corporate examples too, including one in which Lytle (1991) 
documents a failure in which requirements analysis (e.g. for personnel and payroll), 
was undertaken appropriately, but no attempt was made to identify what could be done 
better with human or financial resource management from a longer term perspective. 
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 More recently than their examples, we have had a catastrophe such as the World Trade 
Centre demise, accompanied by an information disaster graphically illustrated by the 
flakes of paper from many information-based organisations snowing into the streets. 
Woods (2002) notes that financial services companies had the difficult, but not 
impossible task of re-constituting systems from off-site backups. For the likes of law 
firms, there were huge amounts of lost paper-based information, with the possibility of 
litigation against companies that did not have disaster recovery plans established or 
sufficient redundant copies of information stored off-site. 
 
This presentation is not about information disasters. Nor is it about information failures 
or hiatuses (mere unavailability). Rather, it is about approaches that mitigate against 
hiatus, failure (and possible ‘disaster’) through positive use of information resources. A 
mantra in the field of information management is ‘get the right information to the right 
people at the right time’. It is sometimes elaborated to include ‘within the right 
context’, and ‘for the right purpose’. The presentation is therefore exploring 
mechanisms for making use of corporate knowledge in such a way that business 
processes are supported effectively by information resources at times of need. 
   
Horton and Lewis decided that in many information cases the protagonists were either 
uninformed, misinformed, disinformed, or if they were informed, then not able to fit the 
information into preconceived stereotypes, value systems, belief systems or attitudes.  
 
Many of their examples are on a grand scale. However, similar examples of un-, mis-, 
and dis- information, are repeated continually in corporate environments. It is difficult 
to credit an enterprise with ‘common sense’. However, it might approach rationality if 
it can make effective use, not only of the external information available to it, but to its 
own knowledge, codified for ready availability. 
 
Where is the corporate knowledge? 
 
Proponents of knowledge management concede that defining knowledge is 
problematical. It is instructive to see that the recently released Australian standard 
defines knowledge as the body of understanding and skills that is constructed by people 
M. Middleton PICS Forum, Brisbane, Nov 2005     2 
and increased through interaction with other people and with information (Standards 
Australia, 2005). However the standard notes that there are many contested definitions 
of knowledge, and there is no unifying theory of knowledge management. The standard 
also states that knowledge’s many facets may be: 
 
- Tacit; that is personal and subconsciously understood - resident in a person’s 
mind and may include aspects of culture or ‘ways of doing things’. 
 
- Recorded as information in a document, image, film clip or some other medium. 
 
- Considered as a component of an organisation's asset base. 
 
It is significant that when recorded, knowledge becomes information. The recorded 
form needs to be readily interpretable if it is to become useful knowledge again. For 
example the knowledge embodied in an enterprise policy document, or in a manual for 
operating equipment may become information overload to someone who wants to use 
them when necessary. More effective use is possible if content management devices are 
applied. These may include: 
 
- Editorial approaches that restructure the information within identified 
knowledge requirements of an enterprise, for example aligning section headings 
with business processes. 
 
- Producing surrogates of larger documents that may be used to obtain synopses 
of dense accumulations of information, for example executive summaries or 
abstracts that may be readily displayed as overviews of large or complex 
documents. 
 
- Using professional writers to simplify complex technical jargon, or to ‘translate’ 
internally-oriented documents into versions appropriate for the general public. 
 
- Ensuring currency of material by assigning content responsibilities and regular 
monitoring mechanisms, for example on an Intranet, programmed checking of 
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page expiry dates and link activeness, accompanied by automatic notifications 
to page managers. 
 
The recording of the so-called ‘tacit’ knowledge requires institutional approaches to 
codify it so that it too becomes usable information. Typical examples of tacit 
knowledge may be privileged within groups or individuals. Best procedures for 
performing a particular task under a variety of conditions, may be understood by an 
expert team working in an area such as agriculture, or customary practice understood 
by a team in law enforcement. Individual in-depth practice may be understood for a 
service (perhaps by a legal partner), or a product (perhaps by a photocopier technician). 
In each case, it may be in the interests of an enterprise to have the knowledge 
articulated, and then codified as recorded information. The codification is a way of 
recording the process or product characteristics in a structured way that can be absorbed 
by others. It then becomes subject to information management processes, of the types 
that were itemised above. 
 
Zack (1999) has categorised such knowledge as declarative (for shared explicit 
understanding of concepts for effective communication); procedural (saying how a task 
occurs or is performed), and causal, which explains why something happens the way it 
does. He has also challenged organisations to determine which knowledge should 
remain tacit, and which should be explicated. 
 
However, neither the Australian Standard, nor Zack are particularly forthcoming about 
the knowledge that is embedded in the way that the structure of an organisation and its 
documents are described – the taxonomy.  
 
The Standard identifies a ‘knowledge ecosystem’ that suggests an enterprise may be 
described in terms of who knows what; how knowledge flows are shared; where 
knowledge is created and who creates it; what knowledge is being used and who is 
using it; and why knowledge is valuable to the organisation. However its knowledge 
definition does not embrace what might be termed ‘structural knowledge’. This is 
knowledge embodied in the relationship between ideas (people) and information 
(document content), and expressed as categories and the relationship between 
categories. 
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 Structural knowledge may be codified in the way that recorded information is 
categorised for retrieval. A philosopher might describe this as organisational ontology, 
and look for the most appropriate ways to describe the essence of the enterprise. The 
practical application is in the taxonomies that may be used describe an enterprise, its 
processes and workflows, for example as part of content management. These may take 
the forms of classification schemes and thesauri, which may be maintained within 
stand-alone software, or software integrated within document and content management 
systems. 
 
Divergent approaches are taken with thesauri. They may be oriented towards topics 
with which an organisation concerns itself. For example an enterprise concerned with 
natural resources may wish to make use of a vocabulary of geographical terms. Such 
vocabularies, complete with syndetic structure (which maintains the hierarchies of 
terminology and relationships between terms), are available for use and adaptation for 





NT Barrier reefs 
 
Alternatively (or perhaps, as well!) an institution may choose to describe documents in 
relational to organisational functions. Thereby it would use a functional thesaurus that 
describes its documents in terms of the processes that produce them. 
 
If we use AGIFT, the Federal Government functional thesaurus (National Archives of 
Australia, 2005) as an example, this may produce a functional hierarchy of terms such 
as: 
 
BUSINESS SUPPORT AND REGULATION (functional heading) 
– Fair trading compliance – product safety 
 
The very terms chosen for such categorisation in either case, assist with identifying 
organisational knowledge by identifying enterprise structure and functions, making 
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explicit the relationship between ideas (people) and information (document content), 
and showing knowledge relationships within categories. 
 
Of course, in business and government application, knowledge about an enterprise is 
dynamic, and so must be the vocabularies describing it. These taxonomies may be 
differentiated from those applied in other environments such as libraries, in that they: 
 
- Do not arise from long term collaborative efforts of classification specialists; 
instead, they must be adapted readily to business changes. 
 
- Cannot be just descriptions of the present business; instead they must reflect 
such elements as strategic planning, or legislative expectations or competitor 
interests. 
 
- Should not necessarily be a single taxonomy; instead, be multiple overlapping 
taxonomies to reflect the breadth of institutional interests.  
 
Business process support 
 
It has been customary in the information management professions to speak in terms of a 
continuum or life cycle of information. Sometimes this confuses the information with 
the documents that carry the information. For example to speak of a life cycle ending 
with destruction or disposition of documents seems difficult to reconcile with the 
continuing use of information that has been extracted from them prior to their disposal, 
or which continues to be used from the metadata describing them. 
 
Nevertheless, the terms still have currency. For example, in relation to content 
management, Rockley, Kostur and Manning (2003, p. 81) find it useful to identify a 
content life cycle with components: 
 
- Create - the authoring process, including planning and design. 
 
- Review - including quality and approval processes. 
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- Manage - including access and version control. 
 
- Deliver - for publication and distribution process.  
 
They don’t find a place for information organisation and categorisation in their cycle, 
though many others do under headings akin to the ‘manage’ one above. Elsewhere (pp. 
183-202), however they go to some length to include metadata for information 
organisation. 
 
Another difficulty with seeing information (or document or content or records) 
management in terms of a life cycle is that contemporary systems support the ‘manage’ 
part of the process as something that does not need to happen sequentially as implied by 
the cycle. For example a Website may have its indexing and contents list established 
prior to the content itself being established, or a site may be ‘disestablished’ while parts 
of its content remain elsewhere as part of an ongoing database. 
 
Nonetheless, it is worth examining some of the functionality of some components of 
the supposed cycle to see how they may make more explicit the knowledge within an 
enterprise, and lend support to business processes. 
 
- Information creation can benefit from processes that support assembly of 
synopsis information, either by editing by content specialists, or automatically 
to the extent that text parsing and extraction software may produce intelligible 
surrogates. It may also benefit from authoring tools that assist navigability in 
documents through utilisation of devices such as style sheets, internal 
bookmarking and breadcrumb trails that show page position in relation to other 
pages. These provide for later information management at the time a document 
is being created. 
 
- Information review can benefit from procedures that support allocation and 
administration of ownership of information, for example by having nominated 
Webpage managers, and requiring them to sign off on the publishing or removal 
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of pages and to respond to automated checks for current content and link 
viability. As much as possible this should parallel the process of appraisal of 
physical records and corresponding documents, and can benefit from a joint 
repository that manages control of the physical and digital documents. 
 
- Information management can benefit from extensive validation of information 
by comparison with authority files (standardised naming lists) or thesauri, and 
by creation of metadata (really metainformation – that is, lucid information 
about what is in the document). As much as possible of the metadata should be 
created automatically by software to avoid information organisation overheads, 
but there should be provision for description by manual intervention that 
enables clarification of what the software may obscure. All metadata should be 
directed at achieving information quality that assists in simplifying subsequent 
search strategy for information retrieval, or improves data mining by consistent 
application of terminology.  
 
Ready access to information is fundamental to achieving regulatory obligations 
compliant with legislative requirements such as those relating to public records, 
evidence and freedom of information (Queensland State Archives, 2005). 
  
- Information delivery benefits from effective application of creation, review and 
management to provide consistent, up to date and quality information. It also 
benefits from incorporation of automatic current awareness or environmental 
scanning processes that notify appropriate recipients about changes to status of 
information. Further, it should provide for ability to have rendition of 
information in various formats as required, and for users to be able to 





The concept of information management has been with us since in 1970s, given 
impetus by: 
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 - Decision-makers paying attention to the sages of the post-industrial economy 
and articulating information as a fourth resource of enterprises (along with 
people, property and capital). 
 
- Legislative influences, initially the U.S Paperwork Reduction Act, but more 
recently in our own area, a regulatory environment that accommodates matters 
such as freedom of information, intellectual property, and privacy which have 
forced greater attention on the handling of information. 
 
- The quality movement which emphasizes the role of records and documents in 
providing support for quality systems. 
 
- Technological convergence which has blurred the distinction between niches 
carved by information professionals such as data administrators, records 
managers, business analysts, librarians and editors. 
 
Along the way, there have been many false starts caused by such factors as over-
expectation of software capability, or lack of appreciation that information management 
has strategic and analytical as well as operational domains (Middleton, 2002). There 
has also been the advent of a ‘knowledge management’ movement with expectations 
convergent with those of information management. 
 
We are now at a stage where both the technological capacity and the understanding of 
information processes is sophisticated enough to make effective use of an enterprise’s 
knowledge if it is effectively recorded as the corporate memory. It simply requires the 





M. Middleton PICS Forum, Brisbane, Nov 2005     9 
References 
 
CERES. (2003). The CERES/NBII thesaurus partnership project. Retrieved 29th 
October, 2005, from http://ceres.ca.gov/thesaurus/ 
Diener, R. A. V. (1991). Cultural dissolution: a societal information disaster: the case 
of the Yir Yoront in Australia. In F. W. Horton, jr. & D. Lewis (Eds.), Great 
information disasters (pp. 75-85). London: Aslib. 
Horton, F. W., jr., & Lewis, D. (Eds.). (1991). Great information disasters. London: 
Aslib. 
Lytle, R. (1991). The PPS information system development disaster in the early 1980s. 
In F. W. Horton, jr. & D. Lewis (Eds.), Great information disasters (pp. 95-
105). London: Aslib. 
Middleton, M. (2002). Information management: a consolidation of operations, 
analysis and strategy. Wagga Wagga: CSU Centre for Information Studies. 
National Archives of Australia. (2005). Australian Governments' interactive functions 
thesaurus - AGIFT. Retrieved 29th October, 2005, from 
http://www.naa.gov.au/recordkeeping/thesaurus/index.htm 
Queensland State Archives. (2005). Laws. Retrieved 29th October, 2005, from 
http://www.archives.qld.gov.au/government/laws.asp
Rockley, A., Kostur, P., & Manning, S. (2003). Managing enterprise content: a unified 
content strategy. Indianapolis, IN, USA: New Riders. 
Standards Australia. (2005). Knowledge management: a guide (No. AS 5037-2005). 
Sydney: Standards Australia. 
Woods, W. (2002). Preparing for the worst. Legal Week 1-8/8/2002, Retrieved 28th 
October, 2005, from 
http://www.legalweek.com/ViewItem.asp?id=10019&Keyword=dataflight 
Zack, M. H. (1999). Managing codified knowledge. Sloan Management Review, 40(4), 
45-58. 
M. Middleton PICS Forum, Brisbane, Nov 2005     10 
